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MANAGEV[VT BY CBJECTIVEQ (MEC) should be lntrooucod o
gradual ly and ca-efully |nto vour leadership ﬂtxlc. S
. 4
Here is collectlon of [V[PYTHle you need to
begin MBO in your organization or team. -
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and +f you don't want to buy a microfiche or hard copy )
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) ALBANY, NY 12203. |
° To get yoﬁr-loan COpy;~alfryou have to do 'is sond
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lNThOPU&TION

This kit contains everyth}ng you
EXPLAIN, ===---- é-----»—---;-—APPENDIx_K
CRIFICIZE, PLAN, =--=APPENDIX -
"SIMULATE, and ~APPENDI X
EVALUATE ---- : - ~==~~APPEND | X

'”a typical maneccment - by - obJect|vcs_adclnnstratuon

in your in:titution, school mocncy, burecu, offlce,
business, company, or depurtmcnt

.
[ . .
It has .been fieldtested in stdto agencies, schools,

buslnesqeq, and voluntcpr organnﬁatlons.

!
i
[' Here iq all you do to iMpchcP+ ito

| ldentxfy two people to operuflonallze the deslgn

* e

an might be yourself Ancther might be a closc subordxngté

or [co-worker.,

@

~Identify one as A, the other as B. thnevei, a job is

diven fo A, A does it. Whenever a Job 18- glven to B, B doe “it.

For. example, A will make an oral prescntation bach upon I
the materlal contalned in APPENDIX A, INTRCDUCTION A will
 exp|a|n each oF the 6 gundel:neq contalncd thereln.

B %l’l make an oral pvesontatlon based on the material =~
ﬂcontalncd in Appendix B, SAMPLE REASONQ WHY MBO FAILS. B will
explain each of. the 6 pitfdlls Cescribed therein. |

Both A and B wnll conduct a simple snmu!atlon as directed
in APPENDIX C. The MBO AGENDA identifies the scquence of ‘the |
snmulatlon, the work page to be given to participants, " the
pdrt|C|pant activity, ahd the product thereof, :

After this, the evaluatlon form found in APPENDIX D
is given to parfucnpants. A MATRIX ANALYSIS |s pcrformcc

togcther with an ﬂBO ANALYSIS.
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MATRI X AM\LYSI% - p. 37T e

Don’t let the term MATRIX ANALYSIS thiow you. |
' Your lnvolvoment is simple-:  Open up APPENDIX D. v
“You add up thb scorcs For both A and B on qQg.-1 - 38 of the evaluation

\ou'»‘cntafy your hthest pcrccntagcs of success and
c your lowest percentages of,succcss.

" You tunn to the MAIRIX ANALYSIS page in- "APPENDIX D.
You nqtk your hlgl und low percenteges in the proper square,
. /. For cxample your percentages on q. 1 ' //

/ go in the AE square.
Your pClC(thCGS on . 2 - :
go in the KE qquure. _ : s /
Do this'For all evaluation questions. . o

Once this is done, you make the followlng dnalyS|s : o

In which coluqu (K, P, or ‘A) were

most of my sUccesses or failurcs?

I¥ the K column is high, you are _
strong in KNLhLEDGE ABQUT MBO ' ’

lf the P column is high, you are

effective in MBO PERFORMANCE.
If the A column is high, you are o
~exceldert in MBO ATTITUDES.
After this, you\make the following analysis.:. |
" In which row (0, E, or R) were -
" most of my successé$ Qr failures? ’ -

If the O row is high, you are

‘strorng in MBO OBJECTIVES.

If the E row is. high, you are
critical enough to EVALUATE
and SELF- EVALUATE MEO PEPFORNANCE.

If the R row is high, vou are
versatile enough to use a

wide REPERTQIRE of MBOQ RESOUPCED.

If your highest percentages of success occur in the KO'cquarc,
tFns means that you krow cu:te a bit about MBC.-
. You are strong in KNChLEDbE OBJECTIVES

53




I f both you and an assceciate make the above
- r DR Y . 2 ° - . ’ .
MATRIX ANALYSIS, you both will know your strengths and
weaknesses.  In developing a management tean, you must play

cup your strengths and improve your weaknesscs,

e

In addition to the MATRIX ANALYSIS described abo&e,.

you mcy wish to perform an MBO AMALYSIS.

Each aucetion from I - 38 on the E@ALUATION\pQge
is keyod to & spocigic MO IMPLEMENTATION STEP.

&

In bricl, vou must_identify your strengths and

.

weakpesses in light of thesce six steps. .

To o 1 you do this,7the-TulJ TEXT of the question

that corrvelatos wivh a specitic MBO step is cited.
=25 ) P

15,

v Working thrGugh the MBC AMALYSIS 'will show you
where you have MRO strergths and wecknesses, This type of
feedback hkrovledge based upon EVALUATION FCRMS FILLED OUT

BY CO-WORKERS is invaluchle information if you use it.
Yy .
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Management by information systems
Managoment by motivation
Management Ly objectives
- : . Management Hy participation = | o
' Management by results ‘ . _ !
Management by systcums

q

. The obvious proces§ taking place today is an attempt tc CONDUCT trainihg

L1 K

2 ' ‘ (' . I3 ) I
{.sessions. However, ‘management by objectives does: n t focus on process as

much as on product.

In other words, from the snnake1 s point of V1ew, the objective of

today's session is to PQODHCF managers and lﬂadfrb that undcr tand both

the pros and cons of manage ment by objectives, /

o
A

is to KNALYZEuthh the pros aud cons of mnnaqomcnt by obJect1vcu 1n light
of futurc 1mn]omﬂ1t ion back in one's own 1n<t1tut1on or agency.

-
-
4
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. | In"’nommm \
) The Ldplc on toﬂny snagcwda is maﬂabcment by obJectlves. " °
’,‘, ' Maungomwnt by ob3ect1vés refors go the ab111ty to 1nsp11e tearwork
and coofdiuation through the carveful qelcct1on of worthwﬁ11e and cvunLablc
,objectivcs. | ‘ ’ . ;’ : N
. -After such*a positlve and general:zod dcfwn:tlon, one can ienntimately
- ‘ack, "Is there dny other way to manage?"
) Thexe are a number of ways to answer th1 question, Let'svgo to the
library and look up the term "wanaétmcnt by...."
In alphabeticatl ;rdcr, the responses £ound w111 be: .
= ' ‘ Manug;;ont by exccption | .

This-is as good a time as any to start pract1c1n~ what is bLeing tauqht

From the participant's point of view “the ob GCLLVG of today's session
F p : F ’ J y
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‘With this type of a wminiature MO approach, the success of today's
encounter is judged not by ‘the nuwber of vords said or written, but by
- ' how well each individual can look at MBO ‘as ogeof several available
management tools., After looking at MBO as a tool in general, each
individual present. should be able -to weigh the pros and cons of MBO
.. vwhen applied to a épecific potential application,
- i
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MANAGEMMNT BY OBJECTIVES

FANAGEHENT BY OBJECTIVES (3RO) is a catchwall phrase that has.been‘L

used to descrite a Qidelnumber ¢f productive and unproductive mnﬁageﬁent
technigucs, .According to the literéture, including such éuthors as

Harrf Levinson and John Humble, IO is a ﬁanggemcnt technique that iﬁvolvcs_
threé phases:, |

&

I. HMOTIVATIONAL ASSESSMENT
II. GROUP ACTION

IIT. APPRAISAL OF APPRAISERS

These three overall ingredients of a successful and effective MBO

wi'll be discussed later. Each betheSC tﬁrcc components gquires an
indepth psychglogical pdrspective that i; dqvetaiied with modern-manééemqgt
_printiples.‘ ' g -

LE?'S START-WITH SIMPLIER DETFINITIONS AMD PROCFDURESU

F1nagcment by ObJeCLIVGu 1ntroduces two concepts: MANAGEME«T and

-~

OBJECTIVES. . : o : .

kd

MANAGFVPVT refers to the ab111ty to get valuable work accompllshed
through others. In certain types of bureaucratlc env1ronments, minagement

is equivalent to leadersh1p in the sense that certain individuals who

v

superv150 do not have a wide variety of dlscretlonary powers to plan or retard.

OBJECTIVES refer to spec1f1c statements of purposes, expectatlons

[
o

and de51red outcomes,
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In other words, management oy objectives is the ability to .inspire

N a

teamsork and coordination through the careful selection of worthwhile and

countable objectives,

°

VORTHWIILE OBJECTIVES refer to objectives that resolve both institutional
. “ : . . . . | 3 ;:s ’

and local problens by diagnosding underlying nceds.

COUNTABLE OBJECTiVES_rcfbr—to solutions that can be implemented and’

gradated ” on a weasurable basis. Whenever a leader or manager - feels that

it's almost imposcible to keep score, the manager can be fairly certain R
that tlic objective aimed at is not countable.

‘After the above incrcasc in MBO vocabulary, the reader should be

awarc of the fact that this presentation will take both an EXPOSITORY and

a CPILICAL approach to MBO, ° ot
To place the cipository approach in a nutshell, management by = - -

objectives (MBO) can be summoed in six imperatives;
Q

1. Diagnose problems

2. - Specify objectives” |
3. Analyze cénstraints
, 4. Seclect viabla altéfnative solutions .
5. EValuate_mc33urablé outcomes
6. Tmplement appropriate ;tragegy
A few words.of Qisdoﬁ can be given.to guide the beginngr in eéch of
the above six guidelines. Obviously, these pearls of.experiente are baéed
upon'typica1>casy.to commit errors. L “?; C
- 10 - |
- 8 :
v
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‘Managers tend to begin MBO by sincerely dcélarlno
in a very friendly voice, "If the people who ‘work
-under me would only tell me what is neceded,
management will try to achieve it="' -On Lhe other
hand staff members often begih MBO by assuming,

nif mdnng ment will only tell us vhat the goals_
and problems are, we would -come db with some

wor thwhile SUOgCSLLOHS " -

°

s . o

The manager who refers to people ﬁORKINC UNDER HIM is forgetting that

the usual chain of command uses * such e¥pressions as people REPORTING T0-

A SPECIFIC MANACER. Even in the beehive, production is maintainod by a
harmonious mixture of both HONEY and AUTHORITY. In the beehive, the queen
bec obviously wants honey for ‘herself and for all members. The intricate

chain of cémmand goes from top to bottom. Oftcn, it is Lhe 1ow1y worker bec that

S
10cate° the honev and realizes. whlch barrlcrs must be overcome in order

to keep up productivity.

The point here is tha collaborat1on among all levels is essential
in order to make the organization workftogcther. The big difficulpyvis
the temptation to accept-every suggestion from influential inﬂividuals

before trying to findvout what thc real problem is. ObV1ously, it would

Q

be 11dlculous to think of the situation whereln the worker bees would
%hange the object of product1v1ty from honey to steel. On the other °

hand, it would be just as ridiculoﬁs for théwqueen bee to lay down the

‘regulatiqn, "Every pink flower must be draihed before going on to the.

other colors."
: v

+ 2

2. A well stated objective is behavioral or
operational in the sense that action verbs
are stated as precisely as possible. This
means that a VISIBLE ACTIVITY is given to
a SPECIFIC PERSON tro be done in a SPECIFIC
TIME PERIOD with a PRESPECIFIED LEVEL OF
MEASURAPLL SUCCE~u. l.l




N . . . . . . . ., .
In additon, objectives usually gell #n a hierarch,; ranging from moést

important to least important.
) : ,

Pl

Objectives should be chosen that'actuallynroflecf‘tho needs and

concerns of the institution or ageney trying to achieve spocific purposecs.
In additidn; objcctives should imitate the honcy %bjgcpive“i;ﬂthe bechive
in the sensc that‘ﬁﬁth the queen bee and the wﬁrker Bée want and néed
. honey& Tﬁe temptation to simplif{y all this to moﬁey is obviously a'search.
for-ajp1hacea;th5t rcally-isn't'that multipurposc.
Objeétives concentrate oﬁloutpu&, rather than'on_input or on proce#seé

2 ¢

that lead to final productivity. Thus° the purpose of an evplanation suuh

.,

as. th1s on-MBO is not to CONDUCT a L1a1n1n0 qc551on, but to PRODUCE managers

. < .
and leaders that understand both the pros and cons of management by
objectives. ' i ;
@ : - R 4 - .3
3. Limitations, cbnstraxnts, or barriers often
" take the forms of Taws, established traditions,
+ or human attitudes. Thus, just as the rescarcher
'is concerned with the 'search for more truth, the
practitioner must bc concerned with the necess1t1Ly
to solve specific local problems.

*Some of these barriers can be sunmarized in'hata,'pcoplc, and’ things
4 ‘ ' : ' 2
which . - . ,

Abide ﬁ% tradltx?n :

Abide by last yedr's agenda -
Abide by the Mtimetables"

Abide by last year's caleniar

Abide by the ""cgulat1ons

Abide by last }ear s 1nterp1etat10n%
Abide by the "book" ,

Abide by last year's problems - o

¢

bThese,ABIDINC problems will be'encounteréd by anyone trying tb

introduce a MBO épproach. . | 12

j "“. o : ' 10
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In additon, objectives usually goll #n a hierarchy ranging from wmost

important to lcast important,
{

. Objectives should be chosen that actually .reflect the needs and

concerns of the institution or ageney trying to achievd.Spoéific purposcs,
In addition, objectives should imitate the honey %bjectivc iﬁ’the bechive
in the sensc that doth the queen bee and the worker bee want and need
honey. The temptation to simplify all this to noney is obviously a scarch.
for a panacea that really isn't that multipurposec.,

Objectives concentrate on outpug, rather than on input or on processes

¢ .

that lead to final productivity. Thus, the purpose of an evplanation such

as.this on MBO is not to CONDUCY a Lraining scssion, but to PRODUCE manager

<
and leaders that understand beth the pros and cons of management by

objectives.
°

4

3. Limitations, coenstraints, or barriers often
take the forms of laws, established traditions,

- or human attitudes. Thus, just as the rescarcher
is concerned with the search for more truth, the
practitioner must be concerned with the necessitity
to solve specific local problems.

"Some of these barriers can be swmmarized inlﬂata, people, and’ things

4
vhich

Abide g tradition

Abide by last ycdr's agenda

Abide by the "timetables"

Abide by last year's calendar

Abide by the "rcgulations"

Abide by last year's interpretations
Abide by the "book"

Abide by lost year's problems o

These ABIDING problems will he encountered by anyone trying to

introduce a MBO approach. 12
’ 1€
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' . B . . &
These abiding and enduring problems pop up regardless of the_loadcrship
i . . . ) ) ‘ ) . ‘
‘. + style of a specific manager, ’
h k]
. . 4. Look around in a varic >ty ofplaces before
presuming all the local sources of
B solution have been dried up. The process .
of selgctlnu viable alternatdvce solutions :
; , is one that involves consulting several L °
(
? different sources., : . »
The/individual whase shield is emblazeﬁed with- the motto, "Follow
. my i ;yvdiate-supgrvisor,” is obv1ously obedient wnuuvh to pass muster. However,
N .
SUCh’an 1nd1v1dua1 must be cven ‘more resourccfu] in order to cut: Lne mustard.,
It is easy for certain inactive individdals ‘to-select the turtle as
HFRO. .- . RO
’ After all, turtles apparently live so long because thcy'we very:
' o ' Y C e
inactivc-in a.productive sense. Turtle have been Jmlrated for centur'c
T W by CthU>tG1C00110- who fabor for two or three hours movlng a plle of
‘ and from the left to the 11ght in the wmornifig. After all, in the afternoon
' the sand will be moved‘back again to the righthand side. So, why worry
. ’ - and get all excited about a few grains of sand? .
5. Evaluation is a yardstick. This yardstick
5 " must be spelled out in terms of countable
.. s+ Success. In addition, thé yardstick must >
) allow for quality measures,
. ) ‘\ N , ) »
Onc easily countable ‘measure is the number of pagesdproducgd in a |
" specific day by an individual., When computer printouts enter thevpicture,
3 it is even possible to weigh the.papcrwork'rathqr than read. it,
@ .
© 4 i
. : . )
v N E ,
/‘/’( ’
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There are other altevnntives., There once was @ branch manager of
. . a wholesale travel advisory group that tricd to rethink working conditions
in teris of MBO. After deciding that proupt sgrvice. to custowcrs and
. : N . , .
e phone ealls was the number one priority, the manager did not get upset
when the typist Legan to play cards vhile waiting for the next
B . T . + b
order to arrive in the mail .or by phoro. After all, as soon as an order
came in, all cards werer placed,on the table while evéry staff member
tried to get the order processed as quiclkly as possible.
. . oo 1 L o » :
Obviously, there arc certain sitvations wherein card playing would
© . , ' : __— : C o
be ridiculous even though it seews to be in line with the productivity
J .»‘ N I.‘ Y '
. . 1 “e e . . . : °
_ norms of management by objectives. The ability to strike a happy . . -
Q _ . s
v ) harmony between attendance hours roeductivity, and,public reaction is -
s » P > ;
. . ., .
e B ' . ; .
essential in any practical application of MBO to a burcaucracy.
- : ) .
- Yet, therc is something to be learned from the travel agency : )
. ' 5 . ) !
. . . - .
example., Managers and leaders do have some rewards., -Thé manager must be
' - . ’ . LI . s A o .
willing to evaluatc himsclf against what has te be done. Non~hostile
checks and balances exist to.increasc productivity,
-4 - '
6. In order to carry out an appropriate .
strategy, the anticipatcd rewards ST
and advantages must be clearly _
. spélled out. *Frequent mcasures. of S ) ' . :
= progress and accruing advantages . S
' can kecp pcople motivated without .- * s
., having recourse to a constant prod ;
or a carrot on a stick, "
/ - ;
# - ) . ’
. 12
< S o . o h o
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. leadership provide ways to proﬁotc both-quality and productivity.’

. ERIC

Management merges into leadership by:: . ; N

st Developing commitment to organizatijonal
» -~ goals and.objectives. ' ' T

2nd  Delegating responsibility and authority
- rather than abdicating these two vital Lo
resources. ' ) '
3rd - Stress m\T organizational improve ment - _ ) ,
" . rather Lhau mere survival. -
A
4th  Making d00151on% no one elsec can. make
: and not making doczq~ﬁns that oLhors ]
should make. . o . °

5th 'Being both task-oriented (in'ibting
- that goals be met) and conaldclatc
. ) © - (friendly and helpful)

The five steps of this gradual transformation of management into

. . °

From a more CRIFlCAL pcrqpchlve, utlto*s such as Harry Levinson . B

look at MBO as a VAST COVCEPFIO with only HALb VAST APPIlCArIOWS

&

Imltat;ng the Roman gladiator, writers such as Levinson say "Thumbs up"

to MBO as a‘concqptual.épproach that offers great promise., ﬁo&cver,

-+

“similar writers say "Thumbs down" to MBO as a slightly disguised form of
manipulation based upon a reward-punishment stéhology fhaq'is self~defeating.

Such critics of MBO cite increased pressure on individyals, hostility, :
resentment, and distrust between a manager and subordinates.

It is hééessary fbf.the~wou1d-bg practitioner of MBO to be aware of -these
. ' . . " ) . ! Ty . ‘
serious and valid objections. Many of these objections hinge around .deep
. . . N : . i -// N .

cmotional components of human mqtivatidn aund the tendencyifb forget about

the quality of perform“ncc whnn too much ere s 1s lald upou quantification.

1'5_‘13 S - 3




It is possible Lo elaborate on the prychological eriticisms of MUO.
. . R . . . . . 2

Rather than belabor th: point, it is also good t6 look at some technical
Ceriticiems of ‘beginning efforts at™}MRO.
One of the mosu'common diffizulties for a'beginncr'in HBO is the-

-

constantly recurrinﬁ problcm of coming up with ObJCCtTVLS that arc of the

Here 1is one - sample vague objcct;vc_ of the above mentioned’type:
. . . , . A

. : |
type callcd.FDP-IorH.vf 00D - AND. AquuaT SIN. ’ : , |

: . / g
K 4 ; ) : /- '
Our Deparvtmegnt will: . ‘ Y
ATTATN, CONTAIN, and MAINTAIN the = A S
“highest possible degrec of quality. gy : )

¢ poctly ‘of Lho three verbs. (aLLaln, contain, and ma1n¥d1u), might

.get a G in vor<1chaL10n, but it docsn t merit a pa451nn grade in
management by "ecrlvcs, “'Such‘nn objective is much too vagu .

i . . A manager has Nade thé*TRANSITION from vague objectives to|specific.

wobjcctives_when THP H]CHESL POSSTDLL QUALITY is qpcllcd out" Jn étailSj v

such as CONDUCTING I\ \INl\C AVD D”VLLOPN?NT PROGRAVS e

. CInaddition to

ks

: A
he trans;tlon from vague'to specific objectives,

to results. Thus, nstoéd.of_procl 1m1ng; MOur Department w111 COPUUCt
training and develofment. programs," ‘the result -orientcd manager ,stétes,

"Our Departman w111 train a certain numbe1 of emplovocs accordLﬁ% to

- ' l..
i standardc that hlll achlcve the followlng specified rn3u1ts. T ot

Thus, several trdnsitions cmerge:

. . .o .

_ . Thn tranq:tnon from vague goals to
- - ; specific goals, -

1he: tran51tzon from specific ‘activity .

a

- P , ;
' description goals. to results-orientaed |
bijectiv o R ]

o objectives, 16 ) . 1

. N . o - §

o . Lo : 14 A

I




There is. one more transition to make:
. <

- _ ..
- , ' . ~ - The transition from POOR ORJECTIVES °
‘ to BETTER OBJLCYIVIES, SR
In other words, a poor objective is a specific and results-oriented
" objcctive that ignores certain details. A better objective.is the same’
objective revised and augmented to specify who, what, and when. Thus, /
-a bettér objective for quality, training, and .improved manpower would -be:
By July lst of -this year, .the personnel director and three outside
consultants will train 15 new employees in order to make them capable of
° : . . . : ’ i . . :
supervisioug a normal work load in the applications department. ’
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SAMPLE OBJECTIVES

Type: - For motherhood and -

Against sin

1. To attain and maintain the highest possible degree of qdality
(for a quality control manager), ' )

2. 'To provide cxpert financial and accounting advice .(for a
financial manager). . - L o :
. . ) . ° B

3., To design a product of thé greatest consumer appeal at the
lowest cost of ‘production (for a design engineer). ¢

.

&4, ‘"o formulate and rocommend programs that will promote
employee interest and morale (for a‘personnel‘manager).‘

€

5. To purchése raw materials and supplies in accordance with
specifications (for a purchasing manager). :

6. To advisc and counsel -the company's managers in the
preparation of both short= and long-range plans as an
aid in achiecving the company's objectives (for a planning
manager). - - ' ' ’ S "

e

v

7. To support the production department by providihg well-
thought-out reconmmendations on matters such as operational
- layout, work flow, and manufacturing processes (for an
- industrial engincering'manager). . :

-r

8. 'To cnhance-the company's image in.the eyes: of the buying .
y y Yy

O

| e

pubTic b7 soouring—the—placement of publicity favorable to

. the company in media such as nEUSDAPCIS, magazines, radio, and
television (for a public relations manager). ' T

.18

16
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N SAMPLE_ORJECTIVE

-

.

. Type: General Goal
;fSpelled Out indeuntablc Results. « ° EI

@
\ - 'vo

oBJ-1 . -

°

L eve the number one quality reputacion for
company in the industry. This objéctivc‘willrbe accomplished when:
5 . , .
*"The number of field scrvice calls does not exceed x percert.
""he ine=plant reject rate is x percent- or less, . :
"Warranty costs are less than X percent of sales. ‘
""Labér and materials cost for rewvoik does not exceed X percent.
"Ihe company's preduct is rated ia-the first tio positions for
s, at least eight out of ten times in- the monthly issues of
. - g

~ Consumer Highlight's magazine." .
- ' v . v

O . -
"%, "Our objective is to achi

. \

. OBJ=2 T SRR 7

- "To meet manpower requirciments of the company by formulating and
conducting training programs that will achicve the following results:

"A replacemcnt has been trained and is qualified for Lo
. promotien for each job at Salary Level 15 or above.
.'"Three graduate mechanical engineers are capable of
promotion to the Senior level. e ,
"Twelve foremen have gompleted:and achieved a grade of 80 or
- better in the course 'Basic Supervisory Techniques for Foremen.'
"At least 4 stationery engineers have completed the necessary
training and have secured the license for First Class,
"[wenty clérk-typist trainees have. completed typing Course A .
and are able to type copy at the rate of at 50 woids per
minute." : : o "

e

.

our




0BJ-3 , y | .

"The crcdyt managey v111 have pecrformed his job in a satisfactory
manner whens : ' : '

"Credit limits have been established for all accounts.

"Credit applications are approved or disapproved within two

days of receipt in 98 percent of the cascs.

"Accounts receivable are collected within 30 days for 60

‘percent of outstanding receivables and 45 days for 38 . .
-~ percent of receivables, : T

"Bad debts do not excoed 2 porcenL of sales for Lh; year, '

"No loss of .sales results from the above."

< ‘_/

OBJ~4

- .

Y"The moubLL of ucVLJOpHuHL Cubinccr‘nb will have perlormed satlsfacto
when he achieves the following results. (Many development projects require

- more-than pne year to reach fruition, and usually the obgacLIve cover more
“than Lhe one-=year period used in this 111ustraLLon )

"Dcve]opment costs are within a plus or minus 5 percent of budgot
for 98 percent of proiects.,

"At least three .new products reach the commprc1al staae and éach
achieves the sales and returns specified by company’ pollcy.
"Savings of at least $50,000 arc realized through. the improvement
"of present products, These savings may result from reductlons

in labor, materials, or equipment. f

"Move Project A to a position where a "go" or "no go" decision
may be made by September 1." . ' o

P

Ao

- Q

é,lﬁRJﬂ:

Aruitoxt provided by Eic:
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SAMPLE_QBJECTIVE

Ty “2: From activity to results

"
L1125 A P TP Oy v

1. ':Aetivity: To conduct training and development programs. l
Result: - To train a certain number of ewployces accordlng to . A: :
standards that will achieve certain epcc1f1ed results. B
/
/
2. Activity: To provide enginecring services to the Operating divisions.;
Result: To effect eav1ngs in plant and CQUrpment costs through
- achieving X, Y, .and.Z reSults _ : 0 @ H
‘ . i
"Result} To reduct design.enginecring'costs'and rebuild cost , i
from present 17.3% teo 15% without reducing quality _ .
= of design and manfacture of equipment. . " Ly
N 3. Activity: To conduct market rese’rch stud;cs to improve- tbe sala
o . .of company products. C . _ , .

Result: To select by July three test markets for testlng new .
Product B. . o ~ . .

" ERIC |
e




o

Type:
Poor:
0o /
14
Better:
Poor:
"Petter:
Poor :

SAMPLE ORJECTTIVE

From poor (relative terms) .

To better (specific'who, what,f&hcn)

Q.

To achicve a reasonable improvement in the time required to

prepare and distribute, the mdnthly report of. operations.

s

To rcduce by‘S to 15 perccht the time required to.prepare
and distribute the monthly report of operations.

To.effect as much reduction as possible in the.cost of
operating thée law department.- ’

To ‘reduce the cost of operating the law department by

10 to 30 percent, . - _ - e

To direct the quality assurance function in .a manner
sufficient to pecet anticipated needs.  *

. ¢ ] : . . :
‘To improve product quality by recomnending inspection

procedures designed to detect 80 percent of substandard
products. ; '

e e e btk e o e i

20 e




‘years. It {is only recently that the term Yobjectived'has hcén~introduced.
y y y i res' ha

for MBO failure: . -

H

SAMPLE REASONS WHY MBO FAILLS

In addition to the obvious, that .is, poor planning, there are -many

reasons why MBO attempts can fail.

There is.nothing original about the following six possible reasons
& 8

o

1. The MBO WTdndOCG not support the institution's
or departmlnt critical activitias, . -

: 4
2. The.MBO'blan is unrealistic. : g
3. The MSO plénner does not have the plopcr -

auLhurltv'

4, Thé’MEO plan'lacks support from top management.

5. The MBO plan lacks nser support,
" 6. The MBO pldn ism too 1urrn scale for a g
* ‘ ~first siep.,
. .
° )

PR u,EM NIHBER -1 -

“THE MBO PLAN TOZS NOT SUPPORT‘THE INSTITUTIQN& OR DEPARTMENT'S

CRITICAL ACTIVITIES

Departments and agenries have been opefatanﬂ on activities for xany

~

The tern nupgrgmﬁnt b) ochctlves is eve mOrG‘rCCcﬂt-

- “

In spite of the fact that management by objectives is npt merely work

]

element to work scheduling,
- A . .

2

scheduling, one good way to introduce MBO is to apperd it as an extra




i . E—

M . . ;
.. )

- This extra clcV"wL wnuld give middle managers just a little bit more
lﬂtitude over dctails in ongoing activities. Success in these little

activities would provide a basis for an cnlarq“ment of the MBO application.
. . . " . / - . )

’ ] The poiﬁt hcre is not to start a111 asvif a lprgc plan were completely
. . [ .
- . , . C
‘ prohibitéd. The po:nt hare is to w4¥c sure that What?vel MP0 touches gains F
o - . dermonstrable Support by enhancing the operating efficiency of key
.o aCLlVlLLG° already going om, _ o N v
R - in othcr nﬁrdc, introducing the LOHCCPL of HBO as somecthing revolutionary
e o n I , e -
kS -and completely new is likely to doom the program to oblivion. ~Uhless-MBO -
o o is scen- dllOCL;y linked to improving~the efficieQCy’of ongoing activities,
dn) MBO plan is likely to have low p*loflty in the dlStllbutJOn of avajilable
resources, personncl, and time. '
"; N o % . : . . . . . T ;
. . ;
PROPL'“ ‘x5EP 2
- S THE M50 PLAN IS UNREALISTIC
‘ . « By ) o e et
) - .To claim that a MBO plan is unrealistic is simply another way of
- saying that it is far-fetched. Far-fetched means that the MBO plan does
not respond to the known problems of the organization, institution, or
department. : e _ . S . - "
) ' . . o . 7 .
Here are some typical reactions of managers to unrealistic M3O plans.
The plan'séems to be lacking conplete,documentation.
R Lo *
“Little evidence is presented that the MBO plan offers
an orderly and progressive development. . ‘
The MBO plan sccws very risky. ) ]
' g This MBO planlio based on technology, persoanel, and: j
’ ’ budget - Lhat have not yet been apportloned ‘ ]
~The MBO- plan segn 1S .to. :?nOLe our,cxiJ.inw equ1pnont 1
and staff. =~ ) ‘ ' : :
o » 22 ]
“Wiiﬁﬁﬂ’ .
. : . " }




ru

The MBO plan offers a drastic switch from ¢xisting
e procedures that heve worked in the past. '
This }MBO plan offers little. cost- bcnefat analy51s .',

in jus Llflcatlon for th; sudden changeover.

.

L . The huo plan. seems to be changing thlnns so much

.

s - that it is ccrta:n to cause disorder. *

The people here iu“' simply woulan t accept the
type. of ‘MRO pldn being offered. - Coe

: Only one or two people in the upper echelen seem -
s . to have any idea of what is meant by MBO in this
: organization., : T '
'the M20 plan“sounds great, but the. vocabulnry Cod
level seems. much too ‘advanced. ‘

Thi° NPO.plan voulc have been acce pied if things
‘had just been donein a morc ovcerly fashnon and on a
: Smallcr scale. . , : ‘.

K

o
[

PROBme NUMBER' 3.

o .

Tl"‘ MBO L \UNER DOES NOT HAVE THE .

* PROPER AUTIORITY

[rs

‘There is only so much a middle manager can do to introduce“H@O into
the operation. ' N ) ‘ , .

o , o ' R

After all, a middle manager has only so much authority to do the

following: _ . s
Gather information

w

—Pirect the use. of departmental resources

Formulate goals

') -
\)‘ . P _-ﬂ‘
“RIC . | 25




Al

o

“*

)

Control budget line items
Plan interdepartmental and interagcncy systems

Cliange, add, modi fv, and delete plans in the
' vpace of a da) or two.

Make deelslons that don t havo to bo approvcd .
from on high

Loekiﬁg over the

s

2.

Vo

. C

above da“= gives the distinct impression that a

mlddlo manager can*lntroduce duO i.a an ordelly ﬁnd 1ncrementa1 fashlon IP

‘a careful c’lnal}'als is made of the CO\STP‘U\T% surrouading any gwcn Job

- a risk is being taken.

°

e

It i

and work its way up to,tHe top..

\

.

3

3

“title and job responsibilities.

%

T

#.2

PROBLEII N UHBER 4

have to be called Lhe QUIET REVOLUTION.

%

o

= THE M30 PLAV TACKS SUPPO ® FRO

0bv1ously, top'management support is

cvident in thc(abllity of top management - qu1ch1y to. esrablish fund

O

>

M 0P MANAGEMENT

L

s always possible for a MBO rcVQlug}on to qggcur at the bottom

22

Hovever, such a revolution would prebably .

neeﬁed. Thisgis especially

and -

A~ ,/—cncouragn actlvitles Lhat are in 1inc w:Lh ke) organlzatlonal activitlos.

Whenever a middle rflinager goes beyond the.authority of the jecb title,
. v , - v . . t. .

w

R .

<

a o

may eventually Bause a backlash from top management.,

a

’,

Aruitoxt provided by Eric

— have beemaccepted onasmatlscale can become the subject—of

_ prohibits all future exberimentation on even the smallest scale.

An idea e%at would'

Any.unauthoriied act;vity with the slightest trace of being illegal

e

—a-rieao that

’
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PROBLEM KU:BER 5

THE MO PLAN LACKS USER SUPPORT

Middle mnnabers somcLimes complain that top management'will not accept '

»

_the MBO'prbcesS. Th:s i‘ very d1s;ourag1ng to tha m1dd1e manager who wants

s

.'to ny out a:new technlquo in order to. 1mprove e£f1C1ency, product1v1ty,

and accountability, . ' .

~VWhat the niddle manager sometimes fails to realizevis the fact that

the staff reporting to the middle manager are sometimes left out’ in. the

¥ "

“cold. This means that MBO implcmedtations are made withdfit any active-
o ‘ ' L . et
_involvement of the staff respons1ble for inplemﬁntation.

u

(S0

. ' Let 'S 0511 middlc management the or:glnator of the M?O plan. 'Theu,

istaff reportln to middle managewent v1]1 be cal]od the users of the MBO -
jplan. W1th thls term1no]o~y, it becomes obvious that one- of the best e

ways for the origlnator to involve the users is to make sure’ that the users,

.contribute to the deve]opment of the NBO plan every step of the  way. Such

<
"

f01mat1ve 1nv01vement uuually gains the strong support of users.

ROBLEM 3 {MBIR ¢
- THE mso PLAN IS ONTOO LARGE
SCALE.FOR A FIRST STEP -

e,

Many radio engincels who are able to put tooother a complex plece of

—_—

: electronictyar,started yeaxs ago putt1n~ toocther a crystal set. A crystal

o

set is a vcry simple radio that contatn no more than a half dozen pieces of

hd ¢

,electronic equipment.




ﬂr Any of us who have cvcr puL Looethcr 5 erfsral set reccall how jieﬁ
difficult it vas._ to put thase slrplo-pweces tog ethcr THE FIRST TIME, After
a few cxﬁérimen&s; making‘a“crystal set became'child's play and quite -
.obV1ously bc]ow the capability of -an oxper:enc?d crystal set essenmler.,’. - ~'i
| Tying thngs tofelhel is an - 1mportant part of as sembliyg afcrysta}
set or-a complex prece'of-e]ectronic equipment.- Sometimes,—the;difficulty
will‘fie'in iearﬁing ﬁo to use Lhc solderln" 1ron. Af.other ti;es, the

- i

Oiff1CthlL° will come from Lhe cmnpxex 1nteractzon of the various

/.

component parts,

’

. . N 4 Y X ‘- -
~MBO is closer in complexity to a complicated piece of clectronic. gear-

‘more than to the complexity found in.a simple crystal set. If the eompouént

parts of MRO arc put tsbctle on too large a scale without linkin

o
‘O

.9 . N

component?, the MBO plan'may become .short circuited and ineffective; In

'shchua situation, the MBO p]an may. be Loo complcx for the orlginator to

3

find out exact]y whlch plLCGS aren’ t interconnocted

' In-other words the over- ambitlous MEO plan needs some adv1ce.

o

. . The advice is 51mp1y th:s. The NBO~p1anner must Start-with existing

'activities in order to focus attention. on solving“existino'problems,“ After

& few oroanlzaLloﬂal problems on the complcxlty lovel of a crystal set have

bcen so]ved the MBO planner is ready to tackle problems a 11tt1e b1t bigzger. o |

"

" In other words, a good track record is‘needed before going on to a

_bemplek'overfnul of the existihg organization!tﬁrongh MBO.planning. Many

planhers'ha%e'learn%d to»jog by starting off with\SO foot races. After a
‘ AN ,
while, a . 100 yards seem ‘short bccause JU@t’ytherday the jogger was able

28
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.
]

.

to'do 3 wiles non-stop. 7The point is cbviously that a beginning jogger
N . Y : N .

- I

doesn't start with a 3 mile non>stop race. The beginning jogg r starts
with a 50 foot race. In'many instanccs,'thc first 50 foot race seems

'+ quite an. ordeal to the i perlenced jogger. .- But,'after a 'hlle, th:nga .

séem  to pick up. : _ ) T
It s Wuch the same way with MBO. Setting,up one small MBO plan and
givipg;it gnough time to iron out thefbﬁgs is one good way to gain the

experience ‘necessary to sat up & slightly larger MEO plan.

>
/'" - i

= . L7 i ’ ‘,“ - P ) ) . . [
Looking over” the above six pxoblem arcas and the solutionsg, one'is

tempted to ask, "Vhere d:d these ideas come frqm?"_ - ' ‘

The answer_is obvious to the authof. lhe praccd:ng principles-

originate parLly from lltorature SearChGa of MBO in the ERIC systém.' In

‘

addition Lo literature scarches profes ional Journals and aztlc]es in

relaLnd areas such as buclneus managemﬂnba fJnance, the sLock marhet,
compuLer deci 1onsv alectrical design :reading reqearch éducational . q
techrolog y,wanugcmont Lheory, and other ‘nterdlsCJnllnary areas hdve bcnn

‘consulted. The_losqane seg de Lo be loud and cLear-

Think big

., Start small - : . _
-~ Profit from mistakes . - ’ o
Bite off only a chewable amount of MBO . ¥ = . ' .

. '
.

Such advico is obv1ously not orlginal However, the_diffigulhy is
§ - mot in underqtandlng the. adv1ce but in p*actlcxng it.. This.is.part‘of the

discipline‘of~p oduc*1v1Ly cn»outagud by MBO- plann;ng.

P s




bJ BO A G i mn

Participants ANALYZE both the pros
6f MBO in light of future implementation back
im onc's institution or agency

e

and cons

2

Work ‘ .
Sequence paze Instructor Activitv Participant Activity . Product
1A A orients: "A., Listen o ‘List of
- words (DATA) B. Write: .questions questions (D\Ls)
— skilts. (THINGS) ' ',reactions ' List of re- -
~=—values (PEOPLE) _.career goals actions (PLOPLE)!
C C. Value mwddle managém:nt List of career
. as a time for goals (THINGS)
’ * - 1, Perspective (DA TA)
: . 2. .Growth (SKILLS)
: ‘ 3. Infiuence (PEODLF) 5
IB | MBO A helps group analyze ! A, Read MBEO Agenda Agenda (pre--
Agenda| MBO Agendaz : B, Categorize questions, specified)
- ' ‘ . ‘reactions, and goals correlated with
S F elicits group into agenda audience (spon-
R | response _ ' taneous)
E expectations
1IA 1 A orally probes_traits| A. Read workpage 1 Workpage 1 fiile.
o essential for proper use| B. Express vlcup01nt . “in with at leasL
of MRO ' ' (necessary or ynnecesery) 5 manzger traisc
€. Sound out group consensus classified .as
i f3 records thc group D. Write out only the necessary or
reaction - essentials unnecessary for
proper use of
MBO
1IB 2 * Ao elicits group cate- | A. Read workpage 2 \ Workpage 2 fille;
gorization of traits B. Categorize necessary and in with at least’
“into 6 MBO steps unnecessary traits-into ‘one meaningful
I 6 MBO steps ‘ v epplication of
C. Write out. a meaningful each of the 6
‘ ) -app11catlon of ,each of MBO steps .-
- -the 6 MEO _steps ' ;
I1IA 3. B orally probes the Al Read wbrkpage 3 Workpage 3 filled
group for pros and cons B. Explain one's reaction in with at least |
of MBO Pro and ton to MEBO .3 advantzges nd:
. C. Write out the 3 most 3 disadvantages ]
A :ecords the group significant advantages ‘of MBO < e
reaction (3 pros) and disadvan- ' . i :
a tages (3 cors) of MBO ‘|




"wv’m'@ﬂmw -

v |
. & 3
B “Work | . P - , , : ’§
Sequence| pace | Instructor Activily Participant Activity Product ° Py
; - : : — =
ILIE | ‘4 B elicits a-group analysis | A. Read workpage 4 . Workpage & filled |
’ of the pros and cons in tPrWu . B, ncxnt;xpret advan- in with at least
1. of 6 common MBO errors tages. (pros) and. 6 remedies to
, - disadvantages. (cons) common MBO errors i
: in terms of errors -
) that can be remedied
‘C. Write out at least 2
- . ' remedies cach for 3
personally recognlzcd -
° MBEO errors
v 5 " A answer questions' from A. Read workpage 5 . Workpage 5 filled
participants B. Ask questions of LAC | - in - E
: ‘ C.. CHirify to HPA what . on paper -
B asks questions to ‘written . in one's head’
R participants: - D. Work .in 15 minutes
. fast or less
—— - . on one's own » with minimum
g .« with the amount of difficulty
- : supervisionperson4- ——with spon-
~ally chosen taneity o
‘ . . with creativity
. with group
" interaction
v A evaluates’ A, hvaluates . Awareness of the

. participants
P
. ")

N

a

. self (share)
. -group (react)
« HPA and LAC
" (suggestions for
next time)

Weighs thie pros and
cons of '"Can I use
MBO?" and  *When?
How 7' ’ '

latest MBO
. traits

steps )
. pros, cons’
. implemen-

try out a.new
management
in an environ-
ment that is

. simulated
. .safe

. fail-safe

. implementatim

-tation errors
-« .and remedies
. Opportunity to

tool




LA : )
Necessary

u

orkpage 1

DIRECTTONS:
- _ ~ Check if
e ‘“decision

List and

describe your most obvious manager traits in section ‘1

. NECLSSARY or UNKECESSARY for MBO in section 2. Explain your

in section 3, -

and Unnecessary Manacer Traits for Proper Use of MRO -

® .

Sgctipn %Jﬁ . | Section 2 | Secpion ij'

Name and description of | NECESSARY| UNNECESSARY| An explanation of the decision made in. °

obviou#. manager traijts. for MBO for MBO saction 2. . :

CTRAIT 31| ‘ : :
— ©w
TRALIT 2 | : _ \
® \ 7
TRAIT 3
5.

- TRAIT 4 | : .

TRATT 5 1,- | )

\:" |

- }

30
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anmnag 2.
. . L

"Six T lustrated MBO Twnlementation Steps

. .
o
3

DiRECTIONS: On the basis of xorkoage 1 and group discussion, reclasSLEy MBO Lralté
into the appxoPLAaLv stey leLed below. : , g

' Diagnose B ‘ : Select .Viable
‘MBO Step.1 | Problems - MBO Step 4 __Alternative Situations

Sﬁecify . N o Evaluate
MBO Step 2 Objectives ] MBO Step: 5 . M?e_asUrablc Outcomes

- “Analyze - ' "Implement. o
MBO Step 3 Constraints . o MBO Step 6 Appropriate Strategies

s e e 5
L&mm;z,é.@hmmw‘a.wm,wﬁ‘xm:;mw;- .




. Workpage 3

<

Some Pros (ADVANTAGES)Aond Cons (DTSADVANTAGES) of. MBO

FROS
- (ADVANTAGES)
of MBO

<

CONS A
(DISADVANTAGES)

of MBO

. .- DIRECTIONS: Write out 3 significant
advantages (3 pros) .to MBO.

1.
Q
o
°
§
2 7
.
Ll
o
13
©
'
i
}-
i
-
f
3.
s -
s Ty -
. [
i
-

DIRECTIONS: Write out 3 significant
disadvantages (3 cons) to MBO.

=
n 5 . t
1. <
3 N
,
~
2
)4
3. . /

b




. Woykbage 4

L

DIRECTIONS: . Reclassify workpage 3 itemé into the following error type categories.

°

MBO Ervors That Can Be Remedi ed

5

Error I MBO plan is irrelevant to

Ervor 1V

=~

MBO plan lacks support from

instituticn or degaftmcn{

Symptoms
Remedy: -

[

Symptoms:

Remedy:

fop management

Error V

MBO plan lacks user support

Error 11 |MBO plan is unvrealiktic

Symproms: -
‘Remedy:

1 Symptoms:

Remedy:

.

“Error 111 | MBO plan'lacksiéhe !
proper authority

Error V1

MBO planis on too large a
scale for a first step

Symptoms:

Remedy:

S

2

Remedy:

Symptoms

-




An MBO

Work Plan’

" Workpage '5

in - Siy¥ Steps

i >

DIRECTIQNS:

-

Follow the instructions found in each section.

“

' i DLM H0SE Probleus: |
Naime 5 major. problem areas. :
B. (;rcle tuu one to be solved via MVO

| 4 ] SELECT Viable
- Specify at lea

Alternarive Solutions:
§t three ways to achieve
thé objective specified in step’ 2.

; 1. . 1. ] , g
2. 2.
3. : 3.
4,
. i
5. H
SPECIFY Ohiscrivas. .. - R :5"l~EVAL'%TL~nEHSUTab1F Ouzgomcs T
A. Write one countable ochctlve fox ) Specify at least one outcome of the
the problem circled, in step 1. objective spec1fxcd ini step 2 that will .
B. SpCLlfy the minimum acceptable - impress your boss, yourself and your
count. ' staff. -7
1. One countablc ob1ect1ve. .
BOSS: '
2. The minimum acceptable count: SELF;
. STAFF: .
3] ANALYZE Constraints: 6 | 1MPLEMENT Appropriate Strategics:

Specify one thing your boss, organ1

zation, regulqtlons, laws, or budget’
would let you. do in the obJectlve @’
specified in step 2. ‘

orsahi-.
.laws, or budget

Spécify one thing your boss,
zation, regulations,

would not let” you do in the obJectlve
spétlfled in step 2.

Whete do you foresece
MBO success? .-

Where do you fore-
see MBO failure?

o

What can be‘°done
to cut losses??

What can be done to
reinforce gains?

“
B
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MR - Ju the following ratings, Ad: abows ﬂ\vllﬁ“; ’ - 7
re e : co A= hvoragn : o o T
h o BA= Below averige
( 4
L] s
Civele the rating uf&“l‘ﬁ°CH conmint that hDJl]“° to the p c:evto: baing ‘
evaluated. (Bach prosenter is oxpected Lo use at ToWht sonpe of the- folloxll e
-« specifics to help vou learn.) T ‘ k} o .
. . . . . . /\ . 479
. S , . . : A _t)
- Comnont, ‘ SR R S —br

. ). %istencd to wy viewboint, T o ' . (1) AMA A BA (1) AA A
2. Perceived my wain idea. o (2) A A~ BA*~ - (2) AA A BA
3. robed my initial reactions. _ (3) AA A BA (3) AA° A BA
. fdvanced ay perspoctive, - . . (4) AN A BA 0 (4) AA A BA ‘
5. Answarted my forval questions, g o - (8) AA A BA 05y AA A BAT T
€. fneswornd a number of. my questions beforve (6) AA A BA (6 AA A BA

L asked thewn.- ' ‘ '

Ba

7. Presenied ddeas clearly, ) : ) as A BA (7) AA A BA

&, Guided the group reaction with dosirablo direction. (8) AA A BA (8) An A BA 7
9. Responded torelovant group gquesvions, (9 AA A BA (9) A A B

10, Redivected drvelevant questions back to the topic. (10) AA A BA - (10) AaA A BA -,

B
11, Avedided umtheccssdry varbiagn, . (11) AA A BA . (11) 24 A Ba
12, Followed up théory. wJLn practical on-the - jobh ) . C
. exambples. o o . e (32 A A BA————EF2 ) AN A DA

13, Usced anecdotes, humor, auotatrions, and - . )
comparisons to clear un issucs,’ : - (13) AA A BA (13) AA A - BA

YA Stayed with che topie, objectives, agendas ' : :

' purpose of todav's scssion. : : -~ (14) AA A BA - (14) AA A BA
15, Buvocadied annlicable ru~djno: senrces of infor- o C ) _ S - o
o  mation, and followup n?!x11o1$ ~(15) AA A BA (15) AA- A Ba

10, Specified things I Tould do to apply Lodﬂ"s . i : :

‘ topie dn a voriety of circumstances. . (16) A4 A BA - (16) AA A B
17, Hept ‘things uoving o S _ (17) AL A BA (17) AA "A  BA
18. Cleared up wisunders tandings. . ‘ - (18) AA A BA (18) AA A D& .
19..D5d ware than J!C‘ talk, + o ' : -(19) AA: A BA ©(19) AN A By
20, Presented his vicupoing and opiniaens without ‘ Co :

i trving to foxc; or Imposce them, (20) AA A BA (20),AA A Ba
2}, fprecd sfighvne profuss3nn3ﬁ experimece, (21) AA A BA (21) AA A BA

22, bLived up to or surpassed fo cupectaiions. .- (22) AA A BA (2?) AA A BAT
23, Made mo foel that 1 could contribute to today's , L
session, discu 1sgion, topic, .or purposc, : (23) ¢ A . BA (23) AN A" RA

24, Helwed we tcarn something worthwhile todav. . (24) A A BA (24) AN A

25, Seened, to be well nxapﬂrud ' . (25) 4A A BA (25) .AA° A BA

20, Pewonstrated én-awaroncss of my concerns. or of . S ) : ‘ o

: the zroup's concerns. : " : , (26) AA A 'BA (26) AA A BA

27. Stressed Both the pros and cons of todax's topic, (27) - AA A BA (27 AN A BA :

28, Did were then wo LHro”gh thie metions, S ' (28) AA A BA  (28) AA A: B! :

UL bes abld po tmprovise and still stay on the topic. €29) 8A A BA- (29) AA A BA !

10, Puadied difficult questions or difficult partici- I ‘ ]

_ paots well, . k ©.(30) ZA A BA Y (30) AA, A BA
3bo Senved the group’s position as well as the . : '
positica of vocal oddbdlls. . o (31) AA A BA ~(31) AA A BA

0 S - . o . . P . . . - . 4 - 4
SZe Stressed the basicd., _ o - (32) tA A BA . (32) AA A BA
. . i o . : SRR
M4 Scemed to practice.what he advocated. ‘ (33 2A A BA (33) AN A BN
SN LA N . - . . . P 3 . .
LA “44' woed uae of the time availab Dle, (34) AN A BA (34) AN A 2 i
v e d up. sCoe unlrhnnjlw wrepectives fnr B, ’ (35) &N A BA €35) AA A BA “

| ) : | !

.‘\n()i('.-»:l‘ 0\.(» rd f‘lﬂf' overreac t..lni , or 0\.’!.'[- ' - . . ) ) '

o . ‘ , :

crpbasizing, ; ‘ ’ (36) A4 A BA (36) AN A B

Ba

ad &gved drpression pnae. . B 37 - 37) An A Ba (37) a8 A
Achicved today's objective(s)., - 33 (38)'AA‘5K BA . (38) AA A
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“hvalaation

T e e
R

e

ny pv uspeclive.

1 e
B ISR
{3 lptd me learn something

fommal dquestions

o | L

Osvayed with the tépic,
objectives, acendds,
purpose of today's

40|

D Guided: the group reaction
with reasonable direction
COMade me feel. 1 could: con--

‘perspectives for me.
[(ZPerceived my main idea.

W

do to apply today's
topic in a variety of
circumstances. ’ :

[ISeamed to practice what
he advocatced.,

available.
[Achieved todav's objec-
tive(s),

Citade good use of the fﬁmc

'E I
L a

worthwhile today. session, ; tribute to today's session,
15t ressed Lhe' basics. CiResponded to relevant dl‘LUSQiOU, LOy]C, or a
’ : Lroup questc ions, ) purrosc .

Oseused the group's posi- OCHandled,difficult questions
tion as well as the | or difficult partlunpants
position of vocal oddl~ ‘well., -
ba];g: ‘ []Av01dnd ‘overdoing, overre- ;

i ) acting, or ovércmphasizing. |
'

. - ¢

, f
KL . o |PE D AL] -
OCledred up ml%undcr- [Probed my initial re- [Listened to iy vxowp01nt. Tl

, Lﬂndlngq . actions. o [OPrescnted his viewpoint and. '
r1uﬂxccd vith my prOfLSSJOHJI dAvoided unnb(cfsary opinions without”trying to

exnporience. verbiage. : ’ force or impose then,

[JUy‘ncd up some worthwhile -IJSpec;fled things 1 could f[]Livea_up‘tc or surpassad my

cxpectations,
(ODenonstrated ap awarcness of
my coucerns or of
group's concerns,
[QMade a good impression on ma.

the

L,Answ ered ‘a number of my-

" questians before I asked
them,

f?lkuscntcd idcas clearly.

Ouse d ancedotes, humor, quo-
taLlons, and comparisons
to clear up issuus.

OStressed both the pros and’
~cons of today's. topic.

| PR ' , St

[]Lodirocted irrelevant i
questions back to the
topic. .

{dFollowad up- -theory with
practical on-the-job
exanples.:

(lsuggested ho)IJCablc S
reading, sources of in-
formation, and followup
materials

" [AScemed to be
prepared.

o
Lo

well

AR
_Jkept things moving. - -
D1d more thah just talk.
E]D)d more than go through
lthp motions. ) :
[Was able to improvise and
still .stay on the topic.

- -
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Diagnose ¥ . 4 Select Viable . ]
H;O 9Lc ] Problems MBO Step 4 ** Altevnative Situations |
"Listencd to my viewpoint, e Advanced my perspective., ]

koqpunlvd to relevant
Avoided unnccas&ar; verbiage., Y
Used anccdotces, humor, quotations,
and comparisons to clear up issues,v
Did move then just talk’
Stressed the basics,

group OJOSLJOWS

.
e

°"today's topic

sources of
followup materials,

I could contribute to

discussion, topic, or

Suggested applicable reading,.
information, and

Made me fe eel that
today's session,
purpose., o

Stressed both"thc

pros and pohs‘of

Was able to 1mprov1se and st111 S'a§ on
-the topic.

Oponed up some worthwhllc peercctlves
for me. - ‘ : v :

“Specify
MBO SLOP 2,

‘MBO Step. 5

Evaluate -
Measurable Outcomnes

Obhjectives
¢ . : '. )
Pcrccived my main idea.
‘Presentell ideas clearly. - °
‘Redirected irrelevant qug°L10ns back
to the' topic :
" Presented hls v1cwp01nt and oplnlone
0\»/il.hou._ trying to force or v1mp0o(.‘ t hem,
Handled difficult questions or difficult
participants’ well. ' o

“Kept things moving. P

. Did more than go throuy1 the motions.

Made ‘a good impression on me.

Y

: L T N
Probed my initial reactions. . = e
Lived up to or surpasch my empcctdtlons.
Helped me learn something worthwhile today.-

Y S N

Av01ded ovgrd01ng, overroactln
cmph sizing, - -

s Or ovcr-

Achicved today's objectivé(s).

.

X0

wAnalyzc ° - : lmplement - o
MBO Step 3 Constraints . MBO Step 6 Appropriate Strategies
. ‘\ .

Answered my formal questions.

Answered a number of nmy quectlons before
T asked them., - ,
.Cleared up mlsundpretandlnao. o

Agrced with my professional cxptrlcnce.

Scemed to be wcll prepared.” : -

Domonstratgd an awarengss of my concerns.
‘or of the group's concerns.

Made good use of the time qvailable.

i it s vt i L e e i B Rt

Gu1dcd rhe group reactlon with desirable
direction. ‘
Followed up theory Ulth pracLlcal on-the-
job examples. . oy
Stayed with the .topic, ObJeCthCS, agendasv T
purpose of today's session.
Spécified things 1 could do to-apply .2
today's topic in a variety of c1rcumstances.d
Sensed the group's. position as well as the
position-of vocal oddballs. .
Secmed to- practice what.Pcbadvqcated. '




